While there is growing recognition about the role of informal networks in organizations and the importance of energizers in the workplace, chances are that managers and organizations are missing a potentially devastating expense: deenergizers. Over the past decade we've studied the effects of negative or de-energizing ties, defined as enduring, recurring set of negative judgments, feelings, and behavioral intentions towards another person. While de-energizing ties may represent a relatively small proportion of ties, they have a disproportionately potent effect on individuals, other employees, and teams within organizations. At the individual level de-energizing relationships can result in blocked opportunities, decreased motivation, and even organizational isolation. The consequences include decreased levels of thriving, lower performance, and increased likelihood of exit.
2 mentoring, as well as staffing changes, can change the dynamics of informal organizational networks and minimize the effects of de-energizing ties. Likewise, individual actions such as better awareness and strategic management of one's own network can decrease the effects of de-energizing relationships. In this article we detail these and other recommendations for leaders and individuals to manage the effects of de-energizing ties.
hal-00848027, version 1 -25 Jul 2013

WHAT ARE NEGATIVE TIES AND HOW BIG OF A PROBLEM ARE THEY?
We all have differences with people in the workplace.
Conflict and disagreement are an everyday part ofwork.While some disagreements are short lived, others are longer lasting. Itis on these more enduring negative ties that we focus. Labianca and Brass define them as "enduring, recurring set of negative judgments, feelings, and behavioral intentions towards another person -one person dislikes another." Another way of conceptualizing negative ties is that they are the ones we find In this article, we highlight the losses associated with de-energizing ties based on ten years of research. We discuss the varied ways de-energizing interactions decrease individual and team performance. We review how organizations lose their most valuable assets as employees often choose to exit because of de-energizing relationships at work. We also consider how coworkersget sucked into the fray, further draining resources from hal-00848027, version 1 -25 Jul 2013 the organization.Then we share recommendations for what leaders and individuals should do to manage these effects.
Examples of De-energizing Ties in the Workplace
To illustrate how de-energizing ties in the workplace may play out, we sharetwo typical examples.First, there is the case of Jack who was a longstanding member of an IT team in a global engineeringfirm. We surveyed the IT department annually for six years.For the first five years, Jack was considered an exemplary colleague. Many saw him as an energizer and a go-to person for information. When we revisited the organization a year later, we found that over half of hiscolleagues viewed him as a neutral influence at best and a de-energizing influence at worst.
Shortly thereafter, Jack left the organization. We talked with his manager and colleagues and found out that Jack had lost interest in his job.His overall level of engagement with the IT department and the organization as a whole had plummeted.
Several employeesthat relied upon him also saw a drop intheir performance and job satisfaction.
Second, consider the case of Paul, an engineer in a large oil and gas organization.Six months prior to our visit to the organization, Paul was promoted to a supervisory position.It was his first management position. In his previous role he was a well-respected engineer, helping solvedrilling equipment installation and maintenance issues around the globe.In his new hal-00848027, version 1 -25 Jul 2013 role he coordinated the work of 12 engineers scattered across various countries throughout the world. Our survey of the larger group revealed that rather than Paul being a motivating force, he was seen as a source of de-motivation by the members of his team and others within the drilling community. In discussions with several managers and people Paul worked closely withwe discovered that he was unable to unite his team and seemed increasingly frustrated.Itbecame apparent that while Paul was an excellent engineer, his lack of managerial experience contributed to his inability to coordinate and unify his team.
Unlike in Jack's case, Paul was given team leadership training and assigned a mentor. When we returned to do follow up interviews six-months later,people saw Paul as an energizing motivator and it showed-his team was successfully hitting its goals.
These two examples have important things in common. First, people considered to bede-energizers by their colleagues have not always been that way. In Jack's case, his loss of interest in his position colored his mood and actions.For Paul, it was finding himself in a position for whichhe did not have the skills and experience. Second, the negative effects were notconfined; there were detrimental effects on the work performances and job satisfaction of those around them.These two examples also highlight just how much outcomes can differ.The hal-00848027, version 1 -25 Jul 2013 primary difference between the two examples is timely management action. In the case of Paul, management intervened quickly; a valuable employee received some additional training and guidance and the situation was resolved.In the case of Jack,his manager was not aware of the issue, or did not act upon it until it was too late.
The consequences of de-energizing relationships depend on how the manager and individual handle them. The key is: do they recognize them? And then, what do they do to change the course of de-energizing ties and the negativespiral(s) that can ensue?
It's crucial that employees and managers recognize and deal with de-energizing relationships as swiftly as possible to minimize these consequences.
THE ROLE OF DE-ENERGIZING TIES IN INFORMAL SOCIAL NETWORKS
Before discussing the negative side of social networks, we briefly summarize the positive aspects. Considerable research over the last two decades has focused on the benefits of informal social networks in theworkplace. Social networks provide valuable knowledge and information that help people better complete work-related tasks. Networks are conduits for ideas that tend to increase innovation within organizations.
Social networks are not only beneficial from an instrumental perspective; they also have a range of important affective hal-00848027, version 1 -25 Jul 2013 benefits, providing friendship, support and motivation within the workplace. We have found that positive informal ties lead to increased individual and group performance, as well as higher thriving, defined as the joint experience of vitality (feeling energized and alive) and learning (feeling that one is continually improving and getting better at one's work),job satisfaction, and organizational commitment. Gayle, but not vice-versa). In this case, Helen indicates that she has a de-energizing relationship with Gayle.This asymmetrical relationship has different implications than the symmetrical one between Alan and Beth. In this case, while Gayle might not have a negative emotional view of Helen, the fact that Helen views the tie as being de-energizing will limit her willingness to share rich information and ideas with Gayle.
Ultimately, both parties lose out compared to the energizing tie between Colin and Frank.
In the next example, we move from examininga tie between two people, to focus on particular individuals in the network.
If we compare Diane and Edward in Figure 1 , we can see that Edward has many more outgoing de-energizing ties compared to Diane.Edward perceives six people in the network asdeenergizing. Again, all things being equal, people with more outgoing de-energizing ties will be at a disadvantage because hal-00848027, version 1 -25 Jul 2013 they perceive negativity all around them and will gain littleemotional support from their network.It's also important to consider how people can buffer the effect of de-energizing ties. While Edward has no energizing ties to buffer the effects of his de-energizing ties, Diane has fourenergizing ties which will likely mitigate some of the effects of her de-energizing tie. At least when Diane has a de-energizing interaction she can rely onColin, Frank,Gayle, and Karento revitalize her.
A slightly different situation occurs when an individual, such as Ian in Figure 1 , has many incoming de-energizing ties. This is an indication that numerous people in the network feel that Ian is a de-motivator or maybe is not to be trusted. People are unlikely to pass on useful information to Ian and they will resist having him on their task or team. Now, let's take a look at howa single de-energizing tie can have a huge impact on many individuals. In Figure 2 , the ties within the twogroups are allenergizing,however the link between them is a de-energizing tie.While each group will benefit from the sharing of information by its group members, the deenergizing tie between the two groups likely limits the information benefits that can be obtained from the other group.
In this scenario, just one de-energizing tie can severely limit the learning and coordination between the two groups.This is Having workplace relationships with people to whom one is not emotionally close increases stress. When deciding with whom to engage or seek out information, feelings of negative affect toward the person weigh more heavily than their competence. By not seeking out positive ties, employees limit their access to instrumental knowledge and resources. To the extent that coworkers withhold resources or avoid other group members, performance suffers for them and for their colleagues.
Blocked opportunities
In knowledge-based organizations (e.g., Deloitte, Google, CIA) who you know is often said to be the key to successfully accessing information necessary to complete tasks. However, it is not only who you know, but also whether or not they will share the information with you. De-energizing ties encourage The issue of blocked opportunities goes beyond information; it can also have an effect on an individual's access to resources and promotion opportunities.In our study of 439 management consultants, the detrimental effect of having a deenergizing tie to one's boss is evident: those whose performance was evaluated as only partially meeting expectationswere four times more likely to have a de-energizing connection to their supervisor than those who were evaluated as either meeting or exceeding expectations.
In a study of executives at a different consulting firm, we saw how de-energizing ties, particularly those across both faceto-face and virtual teams,were associated with people being overloaded at work and being unsure of their exact role in the organization.Executives whose purpose was to coordinate across hal-00848027, version 1 -25 Jul 2013 account teams tended to experienceslightlyhigher role ambiguity and overload than those that only coordinated within account teams.However, when these cross group ties (primarily those to other executives) were de-energizing, their role ambiguity doubled and their role overload tripled. This resulted in an increase instress and a tendency to avoid interacting with certain individuals-which ultimately reduced performance.By blocking opportunities and harming performance, de-energizing relationships not only take an emotional toll, but they are also a threat to one's career development and financial well-being.
Turnover consequences of de-energizing ties
De-energizingrelationships, whether experienced personally, or within one's workgroup, provoke a sense of unhappiness and dissatisfaction with colleagues and with one's job,reduce motivation, and increase turnover intentions. For example, in one engineering firm, those that perceived more people as being de-energizing were twice as likely to voluntarily leave the organization. In addition,people who chose to voluntarily exit reported that they received 30 percent less positive affect from their colleagues, though the most damaging de-energizing ties are those with the boss. What's more, we find that it's the organization's top talent who are most likely to exit. High performers with an above average number of de-energizing ties were 13 times more likely to leave than low and One academic department we know has developed such a bad reputation through a series of de-energizing interactions that it creates problems for new members attempting to interact across the university.A recently promoted associate professor told us he will not mention his departmental affiliation on college and university level committees because it reduces his credibility.A junior faculty member tells us of similar circumstances.As a result of past interactions his departments'reputation for negativity has created a situation where new colleagues face difficulties interacting at the university level and with other departments.
MANAGING DE-ENERGIZING TIES IN ORGANIZATIONS
De-energizing ties outside of a work setting often fade as individuals are able to avoid regular interaction with each other. In a work setting this is not always possible. It may be difficult to sever de-energizing relationships in organizations because they are often a required part of the work or are part of the reporting structure. As evident in our examples earlier,
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de-energizing ties in organizations must be managed. Ignoring them may be extremely costly to individuals and organizations.
What Can Managers Do About De-energizing Ties?
When considering how to manage de-energizing ties, managers should consider the three aspects that make up the informal social network: the relationship between any pair of people, the number of ties that a particular individual has, and the overall structure of the network. To make effective decisions it is crucial that managers identify early any issues pertaining to de-energizing ties. While it is often possible to detect a deenergizing relationship between two people either through direct observation or by direct or indirect communication, it is much more challenging to detect the broader issues of de-energizing networks. This might be seen indirectly through the performance or organizational commitment ofindividuals or groups. However, it is not always easy to connect the cause with the consequence.
Organizational network analysis is one tool which can help to bring these underlying issues to the forefront. We use short 10 minute surveys to ascertain the positive or negative health of groups of employees. While our focus is generally on groups of 50-250 people, a similar methodology can be applied to much larger groups of several thousand people within an organization. against moving a habitual de-energizer, though. Too often, the effects of the de-energizer can spread and make the situation worse. In extreme cases, we've seen departments that no longer accept internal candidates for positions because they've been burned by receiving a few too many de-energizers.
Managing individuals and their de-energizing networks
If the issue is of a more systemic nature where an individual has multiple de-energizing ties, then conflict management techniques are unlikely to be effective.Instead, it is important to understand if a person is primarilythe source or the receiver of the de-energizing relationships.We've found that stress, more so than individual personality is the root of de- Of course if all else, then firing an individual is an important option to consider.Top law firms, hospitals, and many businesses we've worked with agree that it simply isn't worth keeping a habitual de-energizer. The toll they take on the organization is too costly.
If an individual is on the receiving end of numerous deenergizing relationships managers can help by reassigning them to new work groups or teams. Assigning a formal mentor may help assist the individual in navigating energizing and de-energizing work ties within an organization.
Managing de-energizing network structures
Sometimes theresults of an organizational network analysis can reveal larger issues. Informal networks in organizations tend to consist of groups of highly connected people with only a small number of ties connecting the hubs together.In the language of network analysis this is known as the small world phenomenon.There are two important issues that this type of network structure creates for managers.First, if the connections between the different network hubs consist of de-energizing ties hal-00848027, version 1 -25 Jul 2013 then there will be little interaction between the groups. For example, we found that the only tie between one unit of an oil and gas organization in Africa and their sister unit in Europewas de-energizing.Despite these two groups having much knowledge that could be mutually beneficial, there was little exchange of ideas due to the negative nature of the single boundary spanning relationship. The organizational network analysis that we conducted helped to bring the issue to light and led the manager in charge to promote greater interaction between others in the two units.
The second issue that small world network structures bring to light is related to the highly connected hubs. When these hubs are made up of energizing connections then the overall performance of the group, unit or department that comprises the hub is, all things equal, going to be higher than when a hub includesde-energizing relationships.Tackling network hubs comprised of de-energizing tiesis a more difficult issue for managers to tackle than the others we have discussed above. The obvious solution is to disband whatever work the de-energizing hub is involved in or to reassign the work and the people involved in it to other parts of the organization. The risk in doing this, of course, is that instead of having a somewhat self-contained informal network of de-energizing ties, negativity may spread throughout other parts of the hal-00848027, version 1 -25 Jul 2013 organization.We find that a practical alternative to disbanding the group is to bring in some new positive influences.
In an IT consulting firm, we observed this exact phenomenon.One team was tasked with an important project to migrate the existing e-mail system to a new one. The project languished for almost twelve months, not getting past the planning phase. Then the team leaders and a few other core team players were changed to jump-start progress. Under the new staffing arrangements the project was completed in six months.
In the original core team, 57 percent of the network ties to the leaders were viewed as lacking energy at best and being deenergizing at worst. In comparison only 13 percent of the connections to the new core leadership team were viewed as deenergizing or neutral. An even starker contrast between these teams was the energy scores of the sponsor and project manager.
Over 70 percent of the original incumbent's ties were perceived as being either de-energizing or neutral. Whereas, the figures for the replacement sponsor and project manager were less than 25 percent.By just changing a few team members, not only did morale increase, but also efficiency and performance.The end result was the successful completion of the project as well as an overall increase in sales and customer satisfaction. 
Repel them
The informal organization does not just consist of individuals acting alone. It is made up of coalitions that form and reform over time. Apersonwho acts alone, especially someone that has little formal power, may find it difficult to persuade a manager to shake up a team or work process that is being effected by de-energizing ties. However, a concerted effort by a small coalition of people might well sway a manger's opinion.
We've seen this work effectively when a group of nurses and residents took a concern to a hospital chief to raise awareness about the effect of a habitual de-energizer. The key is to raise awareness. 
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